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\^ HicShlgan St^^te Dnlversity developed a new" 
inst^ructional model vhich is a more comprehensive approach involving 
seVeral instructional developaent.^ ConsuJ^tants working vith a group of 
faculty, a department, or an»^entire ^college. It . involves, spec^fic^ 
agreements be'tjfeen clients and cons^ltan-ts iefore beginning the 
instructional J^velopm^nt projects, regarding specific 
responsibilities and the nieans for upgisading ^he faculty^ in Aecessary 
instructional development skills* .Reavy emphasis Is.E^aced on 
formative evaluation and revision and systems approach* To.implenent 
the Ae¥ models consultants' skills and interests nere coordina*ted 
with the type Oiif projects being undertaken and an instructional 
development audiovisual package vas prep&xed; then niniprojects vefe 
run iji Tfarious .departments to- try out a variety of approaches* 
Graphic models .of th^ nev process are appended. (JT) 
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Documents acquired by EBIt include many informal unpublished \ > 
materials not available from pther sources* BBIC makes every effort 
to obtain the be^t copy available* Uever-^heless, items of marginal 
reprbducij>ility are often encounte^d and this affects the quality 

,of the microfiche and hWdcopy reproductions ERIC makes available . 

^ via the ERIC Document Reproduction* Service (EDRS) , EDRS is n^t 
responsiible for the quality of the original -document. Reproductions 



supplied by^ £J)^S are th^best' that can be made froor the original* 
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. f eOUCATiO»AWEL^*.«E * ^ 
M*T»0»*LmSTlTUTE Of 
EOUC*Ti<>^' ^ 
This OOCg'WtNT HAS BEEN REfftO- 

ouCEO exac-tlV as received from ' 

THE PERSON OR OflGANlJiTlON ORiGtN- 
ATING^T *»OlNTSOF VlEWORG*»"NlpNS 

STATED OO NOT NECESSABILV *»ePRe- . . t 

SENTOFFfc.AL NATIONAL INST.TgiEOF JVCrT/nTn 1 QVfi 

EouCiTiON POSITION OR poliCv ^^ AECT/UIU - 

, , MICHIGAN STATE UMIVERSnY'S NEW INSTRUCTIOflAL DEVELOPMENT flODEL '\ 

Caste-lle G. Gentry S Steven R. "Sachs /s. 
. Learning & Evaluation Service 

^ ' ■ Mi chi nap State University ^ 

■2, . Objectives : - ^ . ^ -\ • ^ . * 

. , ■'' Following this presentation, participants should (will?) be ab]e'to: V 
- K , Recognize the differencjes between the old and the nfew MSU ID Models* 
2, Describe key features oV the new t4SU ID M(*del, ■ / 



^ 



nsition t 



^ ■ 3* Describe how the tran;5ition to" the new HSU ID ttodel is bein|( 

accomplished* 



; 4* Go away loving the rtew MSLf ID t-todeK - 

Sometirttes, change mgy be justified by the canny instructionaVdeveloper as . 
a oieahs" for convincing our respecpve institutions that we are really doing some- 
thing* Further, '^change for changers sake," is entertain^ing, and can consume 
most of the time that vje would^othervjise anxiously spend attempting to deVelop^ 
instruction* Therejs no cbncrete eviderce that either of these Treasons moti- 
vated those responsible for the hev/ MS} ID Model call|d the ''Institutional 
Approach* to Instructional Improvement/lAII)*" 7 

This presentation is pat^tly a salute to he who said "There jts nothing new 
under the Sun", only a re-arrangement^,of parts-" For some time, the variDuS^ "parts 
of the MSU ID Model have existed In various stages of development in the various 
ID programs across the country> Instructional develope**s at MSU have recomposed 
those parts to better fit theories and preachments of Instrlictional Developntent 
(ID), faculty Development (FD), and Organizational Development (OD)*. Like many 
of you, we at MS U* have been using a modification of the nine .step 'Instructional 
Development (IDI) Model (see AttSichment A), conjoirted with Bar^onian heuristics 
and what is popularly ter;fned tffe ^Lone Ranger" approach to instructional develop- 
ment* For those of you not famiHar with the latter termirology, the "Lone 
Ranger" approach entails ore of us runnir^'to the rescue of individual faculty,, 
where we assist in solving^at faculty member's imniediate instructional prob- 
lem while keeping our mast* intact* We then ride off into the sunset often 
without knowing the effects of our intervention on the, target^nstruction, or 
on related instruction* While this procedure has given uS, a'fair reputation, 
it has left some question in our minds about long term effects on instruction* 
We suspect the skills and the flair of the "Lone Ranger" approach will continue , 
to be necessary to our individual and" collective success in ID, but we are 
equally sure that the approach is not sufficient to carry outthe effective, 
efficient, and relevant instructional development called for and of which we are 
capable* * ^ 
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Summary of the Mevj HSO ilcd ^l . D 

The new MSU instructional development mocJal is a more comprehensive approach 
v/hich involves several ID consultants workinri with a nrdup of faculty, a. depart- 
ment, or an entire College. It involves jpectfic aoreem^nts between clients and 
consultants before tM?ganning the ID project regarding specific responsibilities, 
and on means for up-gradfn^ tiie faculty in necessary ID skills- 

The primary focus qf the nevj 10 Model is on improving the climate for 
innovation within' the clients' social system* This may involve increasing 
faculty membersV knavledge and skills, changing attitudes and goals, revising ^ 
organizational structure, management techniques, and/or reward systems. This » 
^includes the application of the "Expanding Mucleu?" technique for involving 
increasingly- larger numbers of faculty by using specific ID principles and ' 
heuristic? fsee Attachment B). In- this v/ay, responsibility for bn-going instruc- 
tional development becomes the respoosibiltty of thd client rather than the ID 
con.^ultantv Given^the acceptance of that responsibility and their^capability to 
control the pace and direction of ID activities ,^ there is less likblint)o4 of 
clients turning into ID casualties* ' , " » 

In addition^ the new Model takes into cpnsideration 'the effects'of subsystems, 
related systeni5*> and suprasystem on the successful installation. and maintenance 
of the newly developed system-* A careful interface analysis (sfce Attachment C) 
is carried out to ensure that the communication of ^necessary information takes 
place among key systems* * . ^ . 

UnVike the old ID Model, the new model places heavy emphasis-on continuous 
formative evaluation and revision* This is essential since the focus is not on 
product but on -increasing, faculty knowledge and skills so that consultant assis- 
tance can be gradually v/ithdrav;n (see -Attachment D for, an outline of the guide- 
lines for use of the lAII flbdel in seqjjence)* A careful look at the next section 
should more clearly distinguish our "new" institt^ional approach (lAII ), from the 
"Lone Ranger" approach* ^ ' ' 



Key Differences Betvjeen the Old and the New 



Lone Ranger Approach 



' lAII 



were available for qompleting the 



E^lajor criteria for acceptance or 
recruitment of clie/ts was that 



with us, and (b) thit resources 



ID task* ^ 



(a) they should be l/illing to work 




1* Hajor criteria for acceptance^ is 
(a) that the proposed development 

,can positively effect the larger 
instructional program* (b) that 
the"client*s administrators ahd 
fellov/ faculty are supportive, and 
(c) that the i^roduced instructional 
devetppment vnll be maintained or 

-expanded. 



2, ^Accept the client's opinion about 
the value of the proposect instruc 
tional' development ^ 



2, Complete a "needs" or "fr&nt^end 



analysis" of the proposal before 



committing ID resources* 



3. Client anti JDer's roles evolve as 
the development proceeds. 



3. Respective rol^s and input-output 
timelines' predetermined* 



4; 



7. 



8, 



\0. 



>1 



12. 



Usually develops one, or more 
components of a course- 



Training of client in ID, FD, and 
pD skills 1s . haphazard and tloes not 
consider the application of those 
skfUs in the client?s' environment* 

Gentleman^s (person's) agreement 
vaguely constructed by beth client 
and instructit^al devetpper* 



Little attentiorr paid to|th& ' 
client's organizational Btructore, 
or to the effect of that structure 
on the viability of the proposed, 
instructional development. , 

Leave th% client as soon as the 
agreed on instructional product 
or process is completed. 

Little or no post-evaluation^ 
the effects of the ID product. 



IDer usually vjorks alone. 
\ 



Do not provide, skills^ required 
to maintain the instructional ■ 
development after the IDer has 
vji thdrawn . 

Little' training of faculty to 
carry out ID functions* 



T 

Usually develops at least one or 
more courses, with an understandirtg 
tf>5t other related courses in the 
program vnll be developed or modi- 
fied to complement the nevjTy 
developed instructton* 

training of facuTty and administra- 
tors and support personnel 4s 
systematic and timely.. * ^ , ^ * 



6* Tra^isacttonal contrapt where both 
client apd IDer's responsibility^ 
aire clearly spetjified and agreed 
to, where conditions of the conTijact 
are the product of mutual planfiilig. 
« ■* 

7- "j^alyze relevant system and sub- 
system-Interfaces of the client's ^ 
management and instructional systems 
and make recommendations for the ' 
required organizational changes.. 

8. Gradually phase ourselves out as 
the installed ID product becomes 
operational and viable.^ 

9, Extensive follo^y^tip to cletermirie 



10- 



11. 



12. 



success of bpt]^^^jtfrse1vtes^^ the 



client. 



iDeif* acts aS;J)Vl4^q between client' 
gnd instriicJtibpii^ development 
qenter perspnnel. ID teams formed 
to pr/3vide for the ID need at 
different points in the development 
.pjrocess. \ 

Trains,tTient iff use of learning 
packages for orienting new faculty 
!* members, etc., and in managing the 
changed .instructional system. 

As the instruction progresses, 
client*fac;ulty are trained to carry 
out'cet^taln ID skills (like deter- 
mining pro^gram competehcies, writing 
objectives, developijig specs for 
modules, etc.) so that IDers can 
use their time for mbre complex 
ID, tasks, , 
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13< Assist client in developing sin 
' assessmont/rdvlsion component that 
will^ ensure appropr-^ ate ^confirming 
and corrective feedback to stiid6,hts, 
and ^^'^lV-ensure a means.for deter-^^ 
mSnina program inadequacies and 
correcting them. • - ' 

14. To carry out a smaller number of 
large 10 projects concentrating, on^ 
long-term effects and spread of 
effects. 

15, Using the expanding nuclei tech- 
nique which gradually increases 

the number of participating facu>ty. 



Three specific steps are being- taken to implement the nev; model. Fir^t, ID. 
consultants' skills and interests are. being coordinated with the ty^e of 10^ 
projects befng undertaken' to^ overcome -tfte "Lofie Ranger'^ apprpach*. Thts is 'done 
by identifying faculty needs ^ind ^nteresxs at their fafcul1;y's most receptlve^ 
timer-the <mosb teachable moment!* The appropriate consultafTjs are then brbught 
Jn to work on the project. , When those Spsscific raeds ^are met, other, faculty are . 
assigned as /^ew problems^r needs are identifjed< It is bIso possible that one 
or more consultants may be ^assigned to permanently work with a group of'cPients 
to e>isu;;;e continuity. ' . 

A second step in the transition process is the developmerrt' of packaged tO, 
instruction, Tftese packages may take the form of standar*di2ed workshops, slide- 
tape presentations , 'printed programmed instruction, etc. Current efforts ^lave 
focused on developing packages dealing VJit^ large-group instruction, micro-teaching 
writing objectives, small, group instruction, mastery learning, and developing . . 
slide-tape presentations, , ^ 

In the third step, mini-IAII projects are being run in various departments 
Vjhere vie are trying Out a, variety of approaches and 10 packages related to imple- 
mentation of the larger lAII t'tadel. These departmei^ts include Hursing, Journalfsm, 
Dietetics, Family , Ecology, and Instructional Development and Technology, . " 

Tbe fourth step involves, seeking^outside funding to v;ork v/ith an entire 
college or department, , ^ v ^ . 



13. Little resportsibility for main- 
tenance and Improvement of 
installed instructional systems. 



14. Attempt to carry out a large ' 
number, of smalVIO pf*bjects * 
concentrating on shbrt-term 
effects. / ' ^ 

15. No s^^^iis attempt; to develop 
acceptance and wiVlingness to 
participate in other faculty 
within the clijent's system. 

Transition From the Old to^the Hqw 



ATTACHMENT A 



THE INSTRUCTIONAL 

• DEVELOPMENT SYSTEM* 



\ 







* 


* » 










* 
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OEFJNE 


L 

Function 1 

lOENJIFY PROBLEM 

# Aw«s Needs 

# State ^Problim 

' I, 


Function 2 

ANALYZE SETTING 
> • Audlanca 

, f Rattvint Rarourpas 


Function 3 . 

^ ORGANIZE MANAGEMENT 

• Tilkf. 

• Tlmallnti 

m : — 






. DEVELOP 














.Function 4 


Function ~ 


Functbn 6 ' ' . 








IOENTlFYK)dJECT|VES 


SPECIFY METHOOS 


^NSTFUJCT PROTOTYPES - 








# Terminal 

# Enabimg 


Learning 

# Instruction 

• 'Madti 


# ln»<rticttonil Materials 

# Evaluation Metarlats 






EVALUATE 




> 1— 






♦ 




Function 7 

TEST PROTOTYPES 


^ Functtonff 

r ^ * 

ANALYZE RESULTS 


' Functbn ft ' 
IMPLCMENT/RECYCLE 


* 






# Condtjct Trvout) 

# Collect Evaluation Oata 


* # OMitactives ^ 

# Methods 

# Evaluation Tachntcjue^ 


# Review* 
* • Oectd* 

. • Act' ^ \^ 





DEFINITIONS OF THE FUNCTIONS 



STAGE I; DEFINE ; 
Function 1: 

Fu net ten. 2; 



IDENTIFY PROBLEM 

Assessing needs, establishing priorities, identifying symptoms, and clearly stating 
a particular problem ant) tentative solution as agreed upon by all concerned. 

ANALYZE SETTING 
Collecting anc^ locating pertinent information On the instructional setting 
(audience^ conditions, ^nd relevant resources) as it relates to the proJfA^m 
statement in Function 1. 



Function 3: ORGANIZE MANAGEMENT 

' Planning those acttVities ne^ssary for management such as specifying tasksi as- 
signing responsibilities, -aria developing time schedules. 
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ATTACHMENT A (Cojitlnued) 



\ 



STAG^M: DEVELOP , 0 . , ' . 

Fahct\on4: IDENTIF.Y OBJECTIVE? . ' 

, Specifying terminal and enabling objectives tlie learner will be able to-.demon' 
' strate as a result of instr.uctioh. < . 

Functions: SPECIFY METHODS^ . • ^' 

^ Determining those Instructional strategies, materials, and resources that will max!- 

. mize learning of a specific objective for a particvtar content, learner, and type of 
learning* * : 



Function 6: CONSTRUCT PROTOTYPES 



Selecting, designing, developing, producing, and assembling aW materials for the 
tryout and evaluatiort of aninstriJdtlonal package or packages* 



STAGE III: EVALUATE * ^ 

Function 7: TEST PROTOTYPES ^ * , ' * 

^ Trying out instructional prototypes with a representative sample of the student ' 
^ ' audience and collecting and recording evaluation data* 

Function 8: ^ ANALYZE RESULTS 

Analyzing and interpreting data from the tryout and all previous lr)struciior)al 
Development functions such as the objective^, methods, and evaluation techniques. 



Function 9; ^ IMPLEMENT/RECYCLE 

Reviewing the Instructional Development Process and making ^ decision tolmple* 
ment on a full scale as designed or to return to previous fur)ction£ for revision or 
modification. ' , ' 



* Frbm the Instructional bevelopment Institute developed by tiie University ' 
"■ Consortium. . ^ . 



^ ^ ATTACH!3fe[!T B ^ 

^ ID PRINCIPLES miD HEURISTICS FOR INVOLVING FACULTY 

Principle of Successive Approximations , 

■ Given that an institution inte!;ested in adopting a competency based 
inJ;^ructi onal (CBW program is primarily limited to the internal resources and 
skills presently available to it> if it chooses to develop the entire program by 
successive approximatit^ns consistently guided ^y the "heuristics" and the prin- 
ciples of CBI management^ the likelihood of success will Be significantly greater 
than if it follows a classical development model* . * 

PrincipTe of Structure-Induced Practice ' ^ ■ . 

If a person whose attitude is negative towards CBI or uncooperative, then 
involvement in'a structure with significant others will resuTt in , the person 
becoming more positive and cooperative towat;d CBI, and more willing to expend 
additional energy -toward thtf enhancement of the program. 

Principle of Selective llegligence / - " ^ 

Ignore, thos*e tasks that can be put off* - . 

Accumulative Feedback Effect Principle . • . \ ' 

^' ' . ^ ^ 

If faculty members who are involved with the development or the operation 
of a CBI program no matter how tangentially, ore consistently provided appropriate 
information at the most opportune times, th^ will become more willing to be > 
inwlved- " , 

^ ' . * ' - \ 

Heuristics of <:bI Management v 

The heuristics- here are a collection of pragmatic rules for drogram adoption. 

1- Work wUhin the rules of the'existing management system where possible. ^ 

2. Whenever the operation of th^ new system^makes changes in the existing manage-^ 
ment system necessary, use formal mechanisms for change that are built, into 
the old'system, whenever possible. - ' 

3* Do not ask individuals or groups to make decisiyons when such decisions fall ' 
outside. their defined function, or when respon/ible parties lack sufficient . 
iliformation to make the most appropriate deci^ion^-especially when they have 
great decision making power* 

4v When it is necessary to ask a relatively uninformed group to make decisions, 
.always provide them with one or more model alternatives, 

5. Always keep the key elements of a decision*/or a plan visible to those vi\f\o 
are or may be ^iffected by the decision or plan. " - 

6. Always provide opportunity fonr input and decision making fdr ihose who are, 
or may be affected by a developing system* ♦ - 

7- In beginning a CBI program, or a project within It, conceritjrate managerial ' 
energies on interested or willing individuals* , , 



AHACHMEfrr B (xontinQQd) 



8* Do not press involvement p| jtjpposing ui^Tin teres ted faculty, students, or ^ \ 
administrators f on siiort iterm gains*' * ^ * 

9* .Be alert to and counteract c6nvet;sational or behavioral holding actions that 
are designed to dissipate or reSirgct-'your management system^s fenergies- 



10. Keep all the interactions amorig involved fa^^olty, studsnts, and admjntArators 
tSsk oriented* ^ ' ^ _ ^ 

These heuristics have proven usefu]^ under a variety of circumstances, lAke 
any set of tools their uses are subject, to the valires'and purposes of those'^ 
applying them* - ' ; 



' ■■ • ATTACFlfSEUT C , 

. •■ ^ MflTERFACt AHAllYSiS . y 

Interface Analysis - the systematic anajysis of interfaces among system and 
^ y r subsystem boundaries 

Spepi'fically it i\the sjfstematic determination of the infprmation generated by 
and received by, a subcomponent or a subsystem of a systJem i"n terms of: 

* 1< The perceived destination of the gen^ated information- ' ■ ^ , 

2, The actual use to'^which the generated information should -be put/ 

,-3* The perceived source of incoming'or received information* ' ' • / 

^ 4- The degree of u,se of the received iiiformation* 

5; Determination j)f what infojtmation should be generated by a component, its 
. function, and 'destination* ' ^ * , 

6* determination of^'what iaformation should be received by a. component and its' 
function* ■ ^ [ 

7* Determination of the appropriate form of generated and received information-., 

8* Determination of the time of' generated and. received information. 

9* Deterfhination of variance bebVeen existing .generated and received information 
and required information* ' ' * * ' - ^ 

It). Determination of who is formally responjsible for^ geaerating, receiving, and > 
applying- infbrmation within the sub5:ystem* _^ ' > - 

, < - * * *■■ * * 

* 11, Det^inatTon of the actual generators and receivers of information in a 
system, ^ ^ ; . ■ " ' 

12. Determination of the mechanistw^use^j^to transmit ^jenerated ^nd received 
information. ' , " . ^ 4 . ■ ' 



■■ ■ : ■ •■ ■ ■ ■ 1". • ■ ^ ■ . 

* * < - 

(From "CBE trianagement Worksfiop" package developed Uy CaSs*Gen1^ry.) 



ATTACHMEflT D 



MSU; lAlI "MODEU 
INSTfrUTIONAL APPROACH TO. IMPROVEMENT OF INSTRUCTION 



t ' 



Guidelines for the MSU lAII Model, in 'their approximate- sequence, 'are presented below. 
The model -is designed to 'get maximum-spread of effect from efforts" by the Ingtriictioni 
DevelopmBn*Bttd Telecommunication Services (ID&Ts)'. -' , . v - 



D. 



E. 



G. 



Accept or recruit clients on basis, of instructional program- improvement rathe^ J 
than individual course improvement per se. J. 



1 r , 



Accept or recruit clients on the basis of potervtial for .maintaining or expanding 
instructional program improvements facilitated by ID&TS. . 



Accept only those clients who have strong support, from: their key administrators 

of their organizat ion. ^ . , ' - . 

. : — —5 — \ 



Assist the client in specifying the des 
tion^l progr-am -Improvement- ^ 


;i*^d terminal outcomes 'of the^Jnstrup- 




♦ 

nterfacfes of the client's jn^agement and 


Analyze relevant sy^teifi an4 subsystem i 
instructiortal systems* . 




■. •■ I 




Develop'a plan that'integrates available instructional improvement packages^ irl 
sequence with other essential program development components and strategies', for 
the improvement t)f the clients management and instructional systems. . 


> 




Draw up an agreement between' I D&TS and the client specifyifici the , responsibilities 
of each in the proginam improvement projectfs), and the criteria for assessing*, 
success, with understanding Ifhat ID&TS suppoijt will be wtthdrawn if client v 
responsibilities are not met* \ . ^ 






Train clients in the use of available i 
order to free t&ES staff tcf develop and 
Strategies not provided in the package< 


nstructional Impr^Jveiiiertt -packages In ' 
1 maintain integrating components or 1 

Y ^ ' ^- ■ 






As appropriate client fatuity develop specific 00, ID, or-fi) mInimaVxLompe- ^ - " 
^tencies, they Assume responsibility for developing and maintaining' the^ part of - 
- J;he program calling 6or theae ^kiMs,^ thus r^Jeasing. ID&TS staff for otKer^ \ 

iresponsibilities< ' ' . ' \ 




y . - 1 ' . * ; . , , * 


Through"tTfe instroctli>n{il ^improvement packa^s aru) Other strategies a critical:, 
mass of organizatijtfnal aevelopment sfcills, faculty development skills-, instruc- ^ 
tional d^^ffelopmeKt skills, are*obtainedJ/-sp t+iat .the cliejif becomes selfr-/ 
isustaining in maintaining and continuing^iiistif'Ufliional improvement after' ID&TS * 
asisi^tanee is withdrawn. * * - 7 ' ^ ^^"^ - - ' ■ 
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11 



* * 4 



,a lihle'help from our friends ' 
, ' ;ia;ie 



(or anonymous) 



I. Using the letters- (A» C, etc.> alongside the steps i.n the handout 

entitled "Catalytic (todel »"'.a^ a map, please provide critical fe'edback ' ; 
'about any .of the parts' of oun JAII Model that you think ar« -appropriate. ' 



1 \ 



- ' S 

- / 



n^^'PUase in,dicate any elements thajb yoiL-thinl; are missing*, or any factors 
' that shou'ljd be tafcep-in;tOraoc"ount» that wfi.may not be considering^ 



III-* oilier cora>)i?nts«3c9ncern5,'or questJoD?;. 



^1 



•i ' - - 



MAJL TO: Dr./tasteUe ^; Gentry 
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LeaVniilSi '*& EK^Tuatiort Service 
1 ttorrilf HajT * - 
Michigan State University-' - 
East Lamj^ing, '^Michigan 48824 
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